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XLP 公司是一家生产精对苯二甲酸（即 PTA，以下简称 PTA）的台资企业，




 本文通过运用绩效管理相关理论，从分析 XLP 公司技术部绩效管理现状
















































XLP is a production of purified terephthalic acid (i.e. PTA, hereinafter referred 
to as PTA) of the Taiwan-funded enterprises, with the world's largest single PTA 
production capacity. With the rapid growth of China's PTA production capacity in 
recent years and the impact of the global financial crisis, XLP company faces the 
crisis that how to replace expanding production capacity by improving their 
competitiveness. Facing the crisis, the cultivation of talents and effective talent 
management is the starting point, while the scientific staff of the performance 
management system is an important tool and means. 
 
Base on the performance management-related theories and the analysis of XLP 
company's technology department staff performance management,I personalize a 
performance management system for the technical staff of  XLP company. KPI is 
the core theory for this manangement system development. This paper will be 
presented five chapters.The first chapter will focus on the background, purpose, 
structure and methods. The second chapter will overview of performance 
management-related theory, introducing the concepts of performance management、
the foundation and processes of performance management and commonly used 
method of performance appraisal.The third chapter will introduce the actual status of 
technology department performance management and analyze the key problemes of 
it from 4M1E(namely Manpower, Module, Methods, Material table, Environment). 
The fourth chapter will bring out an ideas ,then in accordance with the improved 
idea ,I re-design a new performance management system based on KPI theory.The 
fifth chapter will not only compare the two staff performance management system 
from seven dimensions, but also summarize the weaknesses of the new performance 
management system and its countermeasures. 
    My study base on the up-to-date performance management theories and 
methods and combine with the actual problem analysis. I try to design a suitable and 
scientific performance management system for the technical staff of XLP 
company.It will benefit to impove the performance management level and provide 
reference for other similar department or company.  
 

























目  录 
 
目  录 
第一章  绪论···························································································· 1 
第一节  本文的研究背景与动机 ········································································ 1 
第二节  本文的研究目的与意义 ········································································ 2 
第三节  本文的研究框架及方法 ········································································ 4 
第二章  绩效管理相关理论 ··································································· 7 
第一节  绩效及绩效管理 ···················································································· 7 
第二节  绩效管理的基础及流程 ······································································ 10 
第三节  常见的绩效考核方法 ·········································································· 15 
第三章  XLP 公司技术部绩效管理现状与问题 ·······························20 
第一节  XLP 公司概况······················································································ 20 
第二节  XLP 公司技术部绩效管理现状 ·························································· 21 
第三节  技术部绩效管理的问题剖析······························································· 27 
第四章  XLP 公司技术部绩效管理体系的重构 ·······························30 
第一节  技术部绩效管理体系重构的基本思路 ··············································· 30 
第二节  绩效管理体系重构的指导思想与原则 ··············································· 31 
第三节  战略目标分解与绩效指标体系建立 ··················································· 32 
第四节  工作分析及岗位说明书优化······························································· 37 
第五节  绩效管理体系重构 ·············································································· 40 
第五章  结 论 ·······················································································52 
第一节  重构前后的绩效管理体系的比较······················································· 52 
第二节  重构后的绩效管理体系执行过程中可能遇到的问题及应对措施···· 54 
参考文献··································································································56 































Chapter 1 Introduction………………………………………………1 
Section 1 Background and motivation of this study…………………………1 
Section 2 Aim and meanings of this study ……………………………………2 
Section 3 The frame and methods of this study ………………………………4 
Chapter 2 Theories about performance management ………………7 
Section 1 Concept of performance and performangc management…………7 
Section 2 Foundation and process of performance management ………… 1 0 
Section 3 Methods of performance management……………………………15 
Chapter 3 Status of performance management in technical  
engineering department in XLP company ……………20 
Section 1 Status of XLP company……………………………………………20 
Section 2 Status of performance management in technical engineering  
department…………………………………………………………21 
Section 3 The key problem of performance management in technical  
engineering department ……………………………………………27 
Chapter 4 System inprovement of performance management in  
technical engineering department………………………30 
Section 1 Mend thoughts of performance management system……………30 
Section 2 Guidance and principles of performance management system … 31 
Section 3 Analysis of the stratagem object and KPI system ………………32 
Section 4 Work analysis and position optimization …………………………37 
Section 5 Rebuilding of performance management system…………………40 
Chapter 5 Summarization…………………………………………52 
Section1  Comparisons of two performance management system…………52 




























第一章  绪论 
 1
第一章  绪论 
本章节主要从论文的研究背景与动机、目的与意义、框架与方法三个方面
进行详细阐述。 
第一节  本文的研究背景与动机 
20 世纪 70 年代中期以来，我国精对苯二甲酸（即 PTA，以下简称 PTA）
工业从无到有，得到了飞速发展。尤其是近几年来，由于需求的急剧增加，我
国 PTA 产能迅速增长，新建装置不断投产，单套装置产能亦不断扩大，我国成
为世界 大 PTA 生产国和消费国。据国家工业和信息化部有关负责人提供的数
据显示，2008 年，我国 PTA 能力、产量分别达到 1210 万吨、1150 万吨，占世
界总能力的 26.7%、22.8%，均居全球第一。从 2003 年到 2008 年，6 年间我国
PTA 产能和产量分别增长 2.9 倍，年均增长率分别为 20.3%、 19.2%，远高于
同期经济增速。①纺织品配额在 2005 年取消后，PTA 需求量随之激增，造成国
内各地纷纷投资新的 PTA 生产线。回顾中国 PTA 产业发展史，近 3 年的 PTA
产业发展十分迅猛。自 2005 年年底，中国的 PTA 产能一举超越韩国、台湾地
区以及美国，成为世界第一 PTA 生产国。 
PTA 行业不仅是成本拉动型，也是供需决定型行业，供需变化对市场走势




国企、民企和外资构成的多元化体系，国内 PTA 行业竞争愈加激烈。 
XLP 公司作为一家外资企业，在与之配套的 PX 公司、二期扩建及外地建
厂被叫停后，要在交织着民企、外企以及能够纵向一体化的国企的白热化竞争
中突出重围，必须从扩张产能向提升竞争力转变。 




























为 21 人，有 PTA 行业主工艺设计与改进工作经验在 3 年以上的人员由原来的









第二节  本文的研究目的与意义 
XLP 公司技术部员工绩效管理体系改进方案是 XLP 公司绩效管理体系改
进的缩影，对其的研究有以下几点意义： 
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